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“than the employee expected, The fitness report” w.ulﬂ nontain no performance

fecanas—
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Memrandum fors: Director of Personnel

Subject® Fitness Rpporting

In a recent survey and in mixemsk a number of recent compléint cases we
found defieiencies in the handling of Pitness reports as the cause of

considerable problems, These shortcomings break down into:

8, 1ack of continuous evelaation of employee performance

be preparatlon of fitness reports by others than 1mmed1ate superv1sors,

¢s mEM lack of discussion of comments by rev1ew1ng offlclals with the
~  ratedand rating officers in cases of disagreement betweonrrating and
reviewing officers comments or gddition of deroga!gtory information,

Lack of continuous evaluation::Fhe most significant problemsaffecting the

proper working of the fitness report system seems to be the—fart=that +oo

o;ten superv1sors begln thelr evaluatlon of an employee at the time they

must prepare the yearly fitness report. At least this is the way 1t 1ooks to

the employye who has not beeen advosed of qhortcomlngs during the course

of the rating period, andeds haseforoﬂsurprised if the thx fitness report

describes his perfbﬁkance in less than glowing terms, or worse if the fitness
beport’makes reference to weaknesses., Neither| |nor Directions for 25X1

preparation of the
Completing Form L5 spell out that the/fitness report should be the final

action in the yearly evaluation cycle of each employee's performance by the

supervisor. A proper working of the contnuous Pva]uat1on of each employee

by his supervisor would result in ftness reports which contain no snrprlses

for the employee exccnt +hat the fltnass report migoJfbe somewhat better

or hehavior deLLclcn(a&% whlchdhgg?not been discussed with the emnloyee
previously; thereby removing the elemmnt of surprise to find unexpected

C t_, CJ sm“-Ju: bR AV e et O = T w;gnnrl‘ ‘«,‘3‘72"79?’".07—’7. tﬂb}eﬁfi‘bness report with_the

employye 3§ tpereov Facllttated and in T many cases tna nbting of weaknesses

can nrobablv he 1.z mperod by pointing to LwnrovementSQ1nce the particular

matter had heun mwe Jnt"] the PMDJ_OJGG‘.
Preparati ess Heports: N
nor Directions for Completing Form L5 require that the

immediate supervisor be the rating officer. For & realistic working of the

fitnessreport system this should ke a rigid recuirement, with the next
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visors are not really able to write fitness reports. However, we belisve

-.above him, o IR O
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@@e in the command line to be the reviwwing officer. Th cases of conbrary

practice we have heard the argument that in some instences immediate super=

that a supervisor who cannot write s fitness report, should probably not 7

LA

te a supervisor. The requirement is not for accomplished compositi

Por supervising, gMing and training people, (If a man)is able to do that, .
meanigful and understable
he can most likely write a/narrative vortion of the fitness report,

Praparation of fitness reports-is an integral part of ths job of the supere

visor of which he should not he-relieved and which must be part of his ...

training as first-line supervibr and part of his general equinment in

higher level command positions. Not the least of the arguments for having

immediate supervisors prepare fitness reports, is that in this way he

cannot disassociste himself from a fitness report on a subordinate waich

Discussion of Reviewing Officer's Comments: Cmmemmkxxsgukakswms Cur-ent

instructions state that "if the reviewing official is in substantial

disagreement with the rating official he should stebte whether or not

he hag discussed the evaluation with the rating official and the cmployee',
‘;&3 BV oRE G T ~
This procedure seems noi'}baE)served nor femP8rced by the Office of Per.'sonnel.:.

This should be corrected in k&Bping with the underiying philosophy of our
fitness report system that the employee is entitled to see his evaluation

an? to know where dmprovement on his part is required, -

Tt is +therefore recommended that the Director of Parsonnel

B, take measiures to rémind all persornel of the néed of continuing

evaluation of 21l employees by thelr supervisors and to stress that
the fitness report is simply the final step in ¥z the yesrly cycle
“and that only by zmaXkmg increasing theihones‘tyi in our fitness

report can we maintain a high xkxwlaxdxw®R employee standard and

develop the maximum potential of each employee "

R. amend_the fitness report procedure to re'vruire th° :or%%aration of
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next higher
fitness reports by immediate superviors, and their review by the /

officer in the command linej;

cs enforce the provision that xmumiwk reviewing officers discfuss their

ciisagfééing views {ﬁthfﬁeﬁrating“ officer 'aiﬁén“‘-Elfleméa{ed'iémployee .

J.S¢ Earman

L
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Remarks:

Here is an attempt to convert my memo of 10 May
into a communicatio to the Director of Personne]

Changes are invited,

Rc—‘ﬁ’&‘ ~l Thwk we
SHovLp DELETE S35 py, W
$e, unie we ey T
MAKE THEM AS EYPuLiaT
As S b, A

FOLD HERE TO RETURN TO SENDER
FROM: NAME, ADDRESS AND PHONE NO, DATE
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MEMORANDUM FOR: |

JSE smixxwsxt would like to seq

with this on his return,

cm/18 Oct 65

(DATE)

FORM NO. |0| REPLACES FORM 10-101
WHICH MAY BE USED.

1 AUG 54

(47)

MEMCRANDUM FOR:

sinoe

The R._ord

No further actien on this draft memerandum
has been issued in the meantims,

1) Degember 1965
(DATE)

FORM NO. IOI REPLACES FORM 10-101

1 AUG 54 WHICH MAY BE

USED.

(47)
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